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The Need to Change 

1. Current Economic Crisis 
 Case Growth:  55% over the last five years 

 Staff increases less than half the rate of case growth 

 Governors budget expectations 

2. Employee Concern over Growing Workload 
 Rising caseloads & workload with no end in site 

 Need vision and hope to overcome challenges 

3. Customer Expectations & Capabilities 
 Demographics; 67 % high school diploma, 13% bachelors degree,59% own homes and 46% speak 

a language other than English 

 Wide variety yet many use: ATM, Internet and computer, Smartphone ,gaming systems 

4. Health Care Reform 
 Must be able to show that Tulare is prepared to handle additional growth efficiently  
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Tulare County: 
5 District Offices  
108,000 Continuing Cases  
6,500 Applications/Month 

17,500 walk in clients/month  
31,000+ calls/month 
1.4% NAFS Error Rate 



The Guiding Principles of Change: 
 Tulare County  
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Conclusion: Tulare Human Services determined that we must modernize our 
service delivery. We committed to change our service delivery to better serve 
our clients and give better tools to our staff utilizing the following guiding 
principles: 

 First Contact Resolution 

 Minimize Handoffs 

 Better Manage Workload; Improve Staff Efficiency 

 Improve access to benefits by providing multiple 

channels 

 Reduce processing time 

 Reduce or eliminate client trips to an office 

 

 



The Steps to Change 

Decision to CHANGE; 2006 

Committee kicks offs, staff involved in design 

Redesign of People, Process and Technology 

Continuing Service Center - TulareWORKs 
December 2007 (MC and CF Only) 

Publicize Success 

Intake added to 
TulareWORKs Service Center  
January 2012 

Outbound & inbound  
phone interviews 
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Productivity Calculator- Managing to Metrics 

Clients Needs Based  
Resource Allocation 

June 2007 
TulareWORKs Cases- 69,000 
Eligibility Staff- 377 

Continuous Process Improvement 

June 2008 
TulareWORKs Cases- 77,259 
Eligibility Staff- 420 

June 2011 
TulareWORKs Cases- 104,428 
Eligibility Staff- 453 

June 2012 
TulareWORKs Cases- 108,045 
Eligibility Staff- 458 
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The Guiding Principles of Change 
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Guiding Principle Objectives Met? 

First Contact Resolution •Customer calls answered for all programs with most 
case updates completed on first contact 
•Walk In client seen first by staff available to help  

Minimize Handoffs •Self Check-In has reduced the steps for the customer to 
access staff 
•No call transfers for customer calls 

Better Manage 
Workload; Staff 
Efficiency 

•Supervisors have more visibility to all current and 
pending work 

Improve access to 
benefits by providing 
multiple channels 

•Intake and CalWORKs clients now have access to phone 
support 
• Online applications increased 

Reduce processing time •Application processing times improved significantly in a 
short period of time 

Reduce or eliminate 
client trips to an office 

•Lobby traffic down 8%* in 6 months  
 
* pre launch measurements not consistent, this is a conservative estimate 



CalFresh Outcome Measures 
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 CalFresh Application Processing Turnaround 

 CF Expedited- 1 day on average 

 CalFresh - 6 days on average 

 CalFresh Error Rate* 

 1.39% 

 Improved 50% from FY 2011 3.11% 

*http://www.cdsscounties.ca.gov/foodstamps/res/pdf/ErrorRateActive.pdf 



Is the TulareWORKs Customer Happy? 

9 

 Increase in Customer Access- 

 Received 34,000 inbound calls for 108,000 cases 

 70% answered in 20 seconds or less; Average speed of answer 
 < 60 seconds 

 Average lobby wait time for walk in clients decreased by 25% 

 4% increase in online BCW applications; 100% increase in CalFresh 
applications received via BCW 

 After just two months 48% of applications received by BCW, mail in, 
drop off or fax were processed by inbound/outbound phone interview 
group; with a contact success rate of 95% 

 Completion of CalFresh applications improved by average of 1 day while 
error rates remain below 2% 

 Same day application processing jumped 16% to a total of 50% of all 
CalFresh applications processed same day 

 

 

 



Is the TulareWORKs Customer Happy? 
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 Increase in services provided 
 Self- Service check-in at lobby kiosk 

 Check in process prioritizes appointments 

 Reduced overall wait times for all clients 

 Scanning of documents for immediate access  

 

 High customer satisfaction ratings 
 90% of 1,700 customer satisfaction survey respondents rated the quality 

of service received as Good or Excellent   

 “I'm glad to say that I was absolutely pleased with the helpful, 
quick and informative service I received” 

 “I'm very satisfied and thankful for all the services but most of 
all the beautiful thing is that staff treated me with dignity” 
 

 



Are the TulareWORKs employees more efficient? 
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 Overall cases/EW has increased 
 Cases have grown 55% in the last 6 years; CalFresh cases grew 115% 

 Eligibility staff increased in the same time period only 22% 



Are the TulareWORKs employees more efficient? 
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 Increased Call Handling 
 Call volume to the service center has doubled since last year with the 

addition of CalWORKs and Intake calls.  

 Eliminated the need for employees to return calls 

 

 Increased Task Completion 
 Tasks completed in the service center has increased by 50% since the 

addition of CalWORKs and intake tasks to the service center. 

 Our Task Management Tool (TMT) allows for flexible task assignment 
based on priority, workload needs and available resources 

 Average of 6 Application Processing tasks/day/EW  

 Average 8 RV/RC/day/EW  

 

 
 

 

 



Are the TulareWORKs Employees Happy? 
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Recent Employee Satisfaction Survey Results- 

 
 

 

We provide quality service to our clients My work schedule is satisfactory and meets my needs 

76% 

19% 
5% 

Strongly Agree/ Agree Neutral Disagree

Overall, I am satisfied with my job 



Building Stakeholder Support 

 Communication with the Union 

 Obtaining Board Support 

 Financial backing and budget support: 
 
 
 

 Employee Involvement and Communication 
 Communication and adherence to the Guiding Principles when making 

process design decisions 

 EW, Management and Union representation on committees 

 Road shows and brown bags given by Director to all staff 

 Manager selected early and vested in the success 

 Cross County panels “Ask your peers” 

 Newsletters, email updates – communicate early and often  
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Overcoming Resistance to Change 

Issues/ 
Concerns 

Message  Methods 

L
a

b
o

r U
n
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n

s 

Change in working 
conditions; lack of case 
ownership=lack of job 
fulfillment 

Emphasis on team work vs. 
individual case ownership 

•Early meet and confers 

•Presentation of the 
high level strategy and 
plan 

•Union representation 
on the committees 

•Executive 
communication that 
indicates that service 
delivery model is a 
management decision 

New/different work-change 
in job classification 

No job classification changes have 
occurred 

Standards and 
measurements 

Not able to discuss at this point until 
we know more/have more data. ‘We 
must migrate from managing people 
and buildings to processes and 
outcomes’ 

Fear of staff reductions Staff has not and is not projected to 
be reduced as a result of a service 
center environment. We are not 
servicing the customer with the staff 
we have , the service center is a 
business model that will allow us to 
more effectively serve our customers 
with our existing staff 
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Overcoming Resistance to Change 

Issues/Concerns Message Methods 

E
m

p
lo

y
e

e
 

Loss of client contact & 
clients desire to work with 
them 

Client contact and the sense of 
satisfaction needs to transition to 
‘teamwork’. Clients will have more 
contact due to dedicated phone 
support. 

•communicate, 

communicate, 

communicate! 
  
•Brown bags lunches with 
management 
•Executive road shows 
•Monthly newsletters 
•Contests 
•Committee members 
sharing info with peers 
•County panel of peers 
•Visits to other service 
centers 
•Most important; 
Management buy in & 
Executive involvement – 
discuss the WHY’s of this 
change  
 

Loss of control of schedule Yes, but is necessary to respond to client 
needs 

Workload Service Center is focused on fair 
workload distribution. Employees work 
their schedules vs. work until they have 
completed ‘their ‘ work 

Change and Fear of the 
unknown 

‘You will be trained, we are all in this 
together’  
“Here is where you fit in the new 
organization’ 
This change is necessary to help the 
CLIENT 

Accountability  Team accountability; case comments 
become critical 

Harder on the client The client is most concerned with 
getting timely service 
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Overcoming Stakeholder Resistance 
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Overcoming Stakeholder Resistance 
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Overcoming Resistance to Change 

Issues/Concerns Message Methods 

C
lie

n
t 

Will I have to press a 
lot of buttons? (fear of 
technology) 

There will always be an easy way to opt 
out. You will now have access 24/7 if you 
want it. You can always still go to the local 
office 

•Educate the client on 
communication channels 
and how to access 

•Support the client through 
the change; greeters in 
lobbies, education during 
interviews 

•Educate the CBO’s to assist 
the client and the benefits of 
the service center 

 

Will I have to tell my 
story more than once? 

No, ideally, your problem will be solved on 
the first call or contact 

I like my Eligibility 
worker 

Reminder; eligibility workload is so great, 
the client is not speaking with their EW 
often today. Client satisfaction surveys 
have shown an increase in scores with the 
service center 
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Benefits of the Service Center 
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Improve Employee Satisfaction 
Why: Ability to service client without mounting paperwork and back log 

Results: an average of 80% of employees now believe that they have the 
tools to do their job 

 

Improve Client Satisfaction 
Why: Improved access and the ability to receive benefits quickly and 
conveniently  

Results: Contact is up and wait time is down: 

•An average of 30-40% of cases are contacting the county/month  

•Average call wait times of no more than 5 minutes with longest wait time of 

20 minutes – compared to lobby wait times of 45 minutes to 4 hours 
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Improve Efficiencies & Management Visibility = Reduced Costs 
 
Why: 
1. Reporting on tasks gives greater visibility to work load, priorities and 

resource requirements 
2. Client needs based approach allows allocation of resources where work 

is required  
3. Work Elimination -Calls answered, no client voice mails to return 
4. Reduce inbound and outbound phone tag, Increased interview connect 

rate, reduced client reschedules & re-applications /renewal paperwork 
5. Organized workflow through technology 

• Technology driven workflow allows for measuring performance and increases productivity 
• ACD – sends calls to scheduled and available EW 
• TMT – allocates tasks to staff with capacity with equalized workload management 
• Eliminates staff interruption of work flow to answer calls or  see clients in the lobby 

 
Results:  Staff capacity has increased -  the ratio of EW/case has increased by 
30%while back log and time required to receive benefits has decreased 

Benefits of the Service Center 
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What decision did they  make? 
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Call Center: a stand alone ‘support’ unit to handle customer inquiries via 

the telephone 
 

Service Center: a business process re-design that eliminates the case 

based relationship between EW and Client. The client is served by a team(s) 
of people; phone, maintenance and application processing and clerical units. 
Technology provides and supports increased client access.          
 

The Client Needs Based Service Center: is a service center 

where workflow is determined by client Need; call volume, task volume and 
interview requirements are all dynamic. Therefore, staff work assignment is 
flexible to meet the dynamic needs of the client and efficiently utilize 
available staff resources. Technology provides increased client access and 
supports the measurement of efficient staff utilization. 



CALLS TO 
ONE NUMBER 

CLIENT WALK-INS 
AND IN-PERSON 

INTERVIEWS 

SELF SERVE  
WEB 
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Phone interviews: 
inbound & 
outbound 

Continuing 
tasks 

In-person interviews 

Application support 
tasks 

In-person  
tasks 

Ta
sk

 A
ss

ig
n

m
e

n
t 

Needs-Based Customer Experience 
Standardized Processes & Leveraged Technologies for Benefits Programs 

• Recorded information 

• IVR - Integration for case info  
and  updates 

• Online applications  

• Online case maintenance 
updates 

• Lobby phones to phone support 

• Self  check-in 

• Workstations for  online 
applications 

• Self doc scanning stations 

MAIL/DOCS 
HANDLED AT POINT 

OF ENTRY 
P

H
O

N
E 
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P

P
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R
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P
O

R
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Access Channels Self Help Assisted Help Problem Resolution Benefits Issuance 

EMAIL CLIENT 
COMMUNICATION 
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COMMUNITY BASED 
ORGANIZATIONS 



ASSISTED HELP 
PHONE ELIGIBILITY STAFF 

 

 

 

TASK ASSIGNMENT 
SUPPORT - CLERICAL STAFF 

 

ELIGIBILITY 
DETERMINATION 

 
ELIGIBILITY STAFF 

 
 
 
 
 
 
 

 
 
 
 
 

Case Maintenance 
Processing 

Application Processing 

Face: Face 
interviews 

Phone 
interviews 
outbound/ 

inbound 
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• Receive all  calls; continuing and intake 

• Answer questions, offer eligibility info 

• Make case updates as required 

• Offers online channels ; clarifies next 
steps 

• Offers first application steps 

• Review case changes, 
reports 

• Review apps for 
completeness 

• Request verifications 
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If interview required 

Standardized Eligibility Process 
Continuing and Intake Operations 

• Receive case changes; periodic reports 

• Receive applications, clear 

• Document image 

• Task Assignment 
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Phone Interview Process  
Intake and RRR Interviews 
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TASKS ASSIGNMENT 
SUPPORT- CLERICAL STAFF 

 
 
 
 
 
 

 

ELIGIBILITY DETERMINATION 
ELIGIBILITY STAFF 

 
 
 
 
 
 
 

 
 
 
 
 

Application 
Processing 

EW makes 
outbound call for 
phone interview 

Leave Msg 
with Inbound 

Call # 

Conduct 
Interview 

Client 
Available 

No 

Yes 

Client Calls 
Back to 

Service Center  
#- interview 

queue 

Interview 
conducted 

by next 
available 

EW 

Client notified 
of interview  
(letter, auto dial, 

email) 

Assign to EW 
(w/in 24 hours) 

Application/ 
RRR Received 



Service Center Technology 

Routing / Queuing  
of Workflow 

Measuring, Managing,  
Optimizing Staff 

Planning 
Work/Call  
Avoidance 

•Email management 
•ASR: Speech recognition 
•Workflow 

•Online verification 
•Electronic signature 
•Mulit-media email, chat, 
phone and video 

•Dynamic forecasting and 
scheduling 

•CTI; Screen pops 
•Predictive dialer for  
inbound phone interviews 
•Online verification 
 

•TMT linked with  
appointment / 
lobby scheduling 

•Productivity calculator:  
TMT reports / HR system 
•Automated dashboard 

•Scheduling for  
lobby activities 

•Document imaging  
linked with TMT 
•Automated dialer/  
messaging  
for interview notification 
•Self service: online  
applications 
•Kiosks/ access points 

IN
T
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K

E
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D
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O
N

T
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U
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G
 

•Workforce 
management  
forecasting & scheduling 
•Staffing model 

•IVR 
•ACD/VRU 
•Task Management  
Tool (TMT) 

•Call review &  
call recording 
•IVR/ACD reports– 
detailed reporting 
•TMT reporting 

•Document 
imaging 
•Self service/online 
tools 
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Needs-Based Service Center Technology 
Recommendations 

Business Requirements Technology in Place Functionality Summary 

Telephony 

Phones, Automated Call 
Distribution (ACD) 

Avaya, NEC, Cisco, Genesys-
Qwest hosted, C-IV 

Management of phone traffic based on volume, program and 
language skill routing.  Customizable real-time and historical 
reporting 

Integrated Voice 
Response (IVR) 

Access CalWIN, Cisco, Voice 
Mail products, C-IV IVR 

Allows customers to interact with a CalWIN/CIV system via a 
telephone keypad or by speech recognition, after which they can 
service their own inquiries by following the IVR dialogue.  

Speech Recognition Nuance For integrated use of IVR without key pad entry 

Call Back/ Virtual Hold Syntellect Maintain your place in queue, when your turn is up predictive dialer 
makes calls and links with agent.  Can be feature on ACD 

Call Recording & Screen 
Capture- QA Software 

I-Vault; Verint, Calbrio, Aastra The ability to capture worker screen flows synchronized to the call 
recordings for quality processes 

Phone WFM & Scheduling Monet, Calabrio, Qwst WFM, 
Verint Impact, Witness, NICE 
systems 

Provide data based on historical data to forecast staffing by time and 
skill set to support phone activities.  

Auto-Dialer n/a Tool that automates calls to client for appointment notification and 
reminder 

Predictive Dialer n/a Phone interviews conducted via predictive dialer 
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Needs-Based Service Center Technology 
Recommendations 

Business Requirements Technology n Place Functionality Summary 

Task Assignment and Management 

Task Management Tool CA Technologies,  in-house tool 
built in ASP.NET, Visual Studio, 
Northwoods 

1. Linked with document imaging for automated task recognition  
2. CalWIN/CIV data uploads for batch task assignment 
3. Load balancing by skill set and staff schedule/attendance 

Appointment Scheduling 
& Notifications 

Northwoods Compass 
Q-Matic 
EZApp 

1. Manages schedule appointments and walk-in clients, links appointments to 
eligibility workers. 

2. Can be integrated with self check in technology with automatic notifications 
to assigned workers and to clerical in lobby 

3. Solutions available with client self scheduling options (not in place today in 
county service centers) 

Lobby Management Northwoods Compass 
Q-Matic 
EZApp 

1. Manage client arrivals and queuing for service in lobby 
2. Links to Appointment tool and self check in 

Email Management n/a 1. Routing and tracking of email communication 
2. Routes to task management tool 

Electronic Signature Northwoods Compass- signature 
via pad 
Call recording 

Signature through online form; Verbal signature via recordings; Email/Web based 
signature with IP stamp; Specific technology and process requirements for each 
channel would require additional research 

Online Verification Access n/a Access to public records- bills, drivers license, property and car tax 

Document Imaging – 
Capture & Retrieval  
PDF-TIF Translation 

FileNet /Kofax, OnBase, 
Northwoods, Fortis, DocStar, C-IV, 
SIRE, Questys 

1. Deliver Point of Entry scanning of documents without barcode sheets. 
2. Create a temporary folder for viewing and managing documents- for intake 

processes 
3. Line with TMT for task assignment 

Staffing Model Primary Matters Guide Tracks activities (tasks) by volume and assumptions of handle time to identify 
staffing requirements, project future staff requirements based on case and call 
growth projections. 
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Needs-Based Service Center Technology 
Recommendations 

Business Requirements Technology  in Place Functionality Summary 

Web Support 

Online Applications and 
Case Management 

C4Yourself.com 
Benefits CalWIN 

Web portals offering online applications, RRR documents and QR& 
documents.  Client is able to interact with online documents to 
complete and submit. 

On-line Chat/ Click to Call n/a Could be used to provide support for county website visitors and 
BCW/C4Yourself users 

Self Service Options 

Lobby Phone All Phone systems represented on 
ACD List 

Provides clients direct access to phone support via phone located in 
lobby.  Also provide access to self-help IVR 

Self Service Lobby Check-
In & Display 

Workstations: HP & Displays; 
Kiosks- Northwoods, EZ App, Q-
Matic 

1. Self Service Touch Screens for clients to request a service  
2. Auto generates a Request in TMT for action by staff 
3. Displays the ticket # and directs client 

Self Service  Online 
Applications in Lobby    

BCW Self Serve with Self-Scanning Self service workstation that allows access to Benefits CalWIN  or 
C4Yourself only (locked down) 

Self Service Scanning n/a Scanner that can accept multiple document types and scan drivers 
licenses or other documents that now require copying, client 
identifies scanned document via case number or SS# 
 

Lobby Display Flat screens  and industry standard 
reader boards 

Display lobby numbers for serving next notification 
Rights and Responsibilities videos; benefits notifications 
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California County Service Centers 
COUNTY CONTINUING INTAKE 

Contra Costa County: Medi Cal  & CalFresh Service Center  Nov. 2005 Planned 2013 

Fresno County: Medi-Cal, CalFresh & CalWORKs Planned 2013 Planned 2013 

Humboldt County: Medi-Cal, CalFresh & CalWORKs Planned 2012 Planned 2012 

Kern County * 2011 

Los Angeles* 2007 

Orange County: Medi-Cal & CalFresh Nov. 2010 

Placer County: Medi-Cal, CalFresh and CalWORKs and GA Sept. 2011 Sept. 2011 

Riverside County: Medi-Cal & CalFresh Oct. 2010 2011* 

Sacramento County: Medi-Cal & CalFresh Jun ‘10 MC/Oct ‘11 CF Oct. 2011 

San Bernardino County* 2011 

San Diego County* 2007 

San Francisco City & County: Non Assistance CalFresh Oct. 2007 Planned 2012 

San Mateo County: Medi-Cal & CalFresh Nov. 2003 Planned 2012 

Santa Barbara County: Medi-Cal & CalFresh Sept. 2008 

Santa Clara County: Medi-Cal & CalFresh 
March 2006 MC, CF 

Aug. 2011 CW  
April 2011 

Santa Cruz County:  Medi-Cal, CalFresh, Foster Care, CalWORKs 
March 2006 MC, CF 

March 2009 FC, CW 
March 2009 MC 

Solano County: Medi-Cal & CalFresh June 2008 

Sonoma County: Medi-Cal & CalFresh March 2007 

Tulare County: Medi-Cal and CalFresh Dec. 2007 Jan 2012 

* Implementations not in collaboration with InTelegy Corporation 
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The Guiding Principles of Change 
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Client Needs-
Based Service 
Center 

Service Center Call Center 

First Contact Resolution 
  

Minimize Handoffs 
  

Better Manage 
Workload; Staff 
Efficiency 

 

Improve access to 
benefits by providing 
multiple channels 

   

Reduce processing time 
  

Reduce or eliminate 
client trips to an office    


